IMPLEMENTATION
AND FINANCING

any groups, agencies, commissions, boards, and individuals are

working to protect the environmental quality of New Hampshire’s

estuaries. No single entity has the authority or ability to manage all

aspects of environmental protection in coastal New Hampshire, yet
coordination is essential to effective and comprehensive management. Many
of those currently working to protect the estuaries were involved in develop-
ing the New Hampshire Estuaries Project Management Plan. This chapter
describes that involvement, as well as the participation of others in imple-
menting the Plan.

RECOMMENDED MANAGEMENT STRUCTURE

The initial stage of the New Hampshire Estuaries Project (NHEP) was a three-
year planning effort to develop a Management Plan for New Hampshire’s
estuaries. The next stage is to implement the Plan to improve environmental
quality by protecting, restoring, and managing the state’s estuarine systems.

During the planning phase, the NH Estuaries Project was guided by a

25 to 30-member Management Committee representing federal, state, and
local government; academic and scientific communities; citizens and recre-
ational resource users; non-governmental and educational organizations; and
coastal businesses. The Management Committee was responsible for direct-
ing the NHEP, developing the Management Plan, developing annual work
plans, overseeing budgets and schedules, and establishing and supporting
committees, subcommittees, and four advisory Project Teams for the topics
of water quality, land use and habitat protection, shellfish resources, and
public outreach.

In the second and third years (1998-1999) of the project, the University

of New Hampshire's Program on Consensus and Negotiation (UNH PCN)
led the creation of the foundational components of the Management Plan.
The UNH PCN contractor worked with the Management Committee and
facilitated public meetings and project team work to 1) identify priority
issues, 2) formulate action plans, and 3) develop an implementation strategy
for the Plan. The following consensus on NHEP governance as it moves into
implementation evolved through UNH PCN-facilitated deliberations with the
NHEP Management Committee, the advisory Project Teams, and NHEP staff.
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Governing Board

Project participants agreed the Management Committee provided a valuable
forum for coordination and discussion of issues during NHEP’s planning
phase. The general consensus is for an oversight Board similar to the Manage-
ment Committee to continue to direct and guide implementation of the NH
Estuaries Project. The governing structure of the Board has already proven to
promote significant interagency cooperation, and the Board will play a key
role in assuring the success of the Management Plan. Members of the Board
will actively serve as advocates for the NHEP within their organizations and
with the public. They will assist in as many ways as possible to provide
resources, enhance outreach efforts, directly implement Action Plans, etc.

Responsibilities

The Board will set policy and priorities, oversee the implementation and
timing of the Management Plan, help secure funding and other resources,
provide direction to the Director, and review and approve grants, contracts,
and workplans. Final fiduciary responsibility will be held by the NH Office
of State Planning as sponsoring state agency, and/or non-profit(s) authorized
to receive funds for the NHEP. Board members will serve on subcommittees
as needed for tasks or discussions requiring smaller groups, such as annual
workplan development.

Representation

The Board will include representatives of federal, state, and local government
agencies, non-governmental organizations, business and industry, research and
education institutions, and the public. The Partnerships list at the end of this
chapter provides a list of possible organizations for Board representation. The
size of the board will remain the same as the current Management Committee,
with membership to be as inclusive as possible. The Board should make spe-
cial efforts to include local officials (especially elected officials) and industry
representatives (especially from the fishing industry). At least one-fifth of
Board members should be citizens not representing any agency or organiza-
tion (e.g., a shellfisher, a volunteer water quality monitor, et al.) Less than half
of the members should be from state agencies. Except for the preceding two
restrictions, selection of Board members should remain flexible.

Selection

New board members will be jointly approved by the agency or organization
involved and a majority of the NHEP Board. Members not representing
agencies or organizations will be chosen by a majority of the NHEP Board
from publicly solicited nominees. The Board will develop a detailed process
for selecting new Board members as soon as possible.

Service

The term of service for a Board member will be three years. Board members
may serve up to a maximum of three consecutive terms, unless a longer term
of service is approved by two thirds of the Board. The Board may establish
exceptions to this policy by creating permanent Board positions for represen-
tatives of agencies, communities, etc. The Board will elect a chair from among
its members for a two-year term. The chair may only be re-elected twice,
unless %/s of the Board votes to re-elect a chair for additional terms.
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Implementation/Planning Teams

The NHEP’s four current Project Teams -- water quality and pollution identifi-
cation, land use and resource regulation, shellfish and other living resources,
and public outreach and education -- are open to any interested individuals.
The Teams have worked on both planning and implementation, and have
included state and federal agency staff, researchers, and individuals closely
associated with the estuaries. Team chairs may also be Board members, but
are not required to be. NHEP staff will participate in all teams to facilitate
communication between teams and with the board. Team recommendations
will be passed through the Director to the Board.

The current Project Team structure will remain in place and the current
Team members will be asked to continue through December 31, 2000. At
that time, Project Team structure and membership will be reviewed and
revised as appropriate.

These Teams will help implement and monitor relevant sections of the Man-
agement Plan, and continue to review and revise the Plan. The size and
membership of these Teams will be determined by the Board, which may
choose to increase the number of Team members. The Board may also
restructure the Teams as circumstances and needs change. The Board will
review the Project Team structure and membership at the end of the first year
of implementation, and make any appropriate changes.

The Teams will organize and conduct their work in a way that fosters maxi-
mum communication among the agencies, organizations, groups, and individ-
uals represented. Joint meetings of the Teams are advisable. The Board will
develop an annual meeting schedule for the Teams.

Staff

During implementation the NHEP will be staffed with a full-time Executive
Director, a full-time Program Assistant, and a full-time Coastal Scientist.

The Executive Director will have administrative skills, sufficient knowledge

of technical issues, and demonstrated ability to work with local communities.
The Executive Director will report to the New Hampshire Office of State Plan-
ning Senior Planner and Coastal Zone Management Director, who reports to
the Director of the New Hampshire Office of State Planning and receives
directions from the Governing Board.

The Project Assistant will assist the Executive Director with all aspects of pro-
gram implementation and will have primary responsibility for outreach activi-
ties. Other responsibilities will include developing and implementing outreach
strategies to accomplish the goals and objectives of the program, assisting
with contracting, grant management and grant writing, participating in annual
program review procedures, facilitating project teams, and attending/organiz-
ing meetings, workshops, public hearings.

The Coastal Scientist position will be funded jointly with the NH Department

of Environmental Services (75% NHEP, 25% NH DES). This staff will be

responsible for implementation and evaluation of the NHEP monitoring ) U
plan. Responsibilities will include analyzing estuarine data, tracking NHEP A,
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EXECUTIVE DIRECTOR JOB DESCRIPTION
Scope of Work

Directs, administers and coordinates the New
Hampshire Estuaries Project (NHEP) as part of
the National Estuary Program.

Responsibilities

m Administers the NHEP program supervises staff
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to accomplish program activities; takes direction
from and provides support to the Estuaries Project’s
Management Committee and coordinates the work
of the Project Teams/Committees.

Directs, monitors, and evaluates implementation of
the NHEP Management Plan.

Administers grants and contracts which provide
financial assistance to projects which implement
the recommendations of the Management Plan.

Prepares annual status reports describing activities
undertaken to date and assessing their effectiveness in
achieving the goals set forth in the Management Plan.

Develops and manages a public outreach program to
inform and involve local governments, public and pri-
vate entities and the public at large regarding all
aspects of the New Hampshire Estuaries Project.

Proposes annual work plans for the New Hampshire
Estuaries Project, in coordination with the Manage-
ment Committee, and submits same to the Environ-
mental Protection Agency.

Coordinates NHEP activities with federal and state
agencies, local governments, non- profit organizations,
educational, and research institutions, and others.

Writes new grant proposals to secure supplemental
funding to support program activity and administers
same.

monitoring plan, evaluating data
needs, and creating reports on mon-
itoring results. A Technical Advisory
Committee will be created to advise
the Coastal Scientist and to enable
coordination of monitoring activities
and data management.

The NHEP staff will:

Coordinate, track, and
evaluate implementation
of the Management Plan;

Develop and implement annual
work plans and other regular
submissions (e.g. Bienniel
Review or Government
Performance Results Act)

Seek and secure funding;

Provide funding to appropriate
projects through grants and
contracts;

Provide outreach and education
about estuarine issues;

Provide technical assistance
to local communities where
appropriate;

Maintain liaison with the
National Estuary Program;

Work closely with the regional
and national offices of the
Environmental Protection
Agency; and

Work with Estuary Programs
in other states.

The Executive Director’s job
description is shown at left;

the job descriptions for other
staff members will be developed
in the future.

The staff will be based in the
New Hampshire Seacoast area
in the current program office at
152 Court Street in Portsmouth,
New Hampshire.
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IMPLEMENTING THE PLAN

The NHEP Management Plan will be the basis for all NHEP implementation
activities, although flexibility will be exercised to take advantage of all oppor-
tunities for improving the estuaries. The overall success of the Management
Plan will be measured against the goals listed in their entirety in Appendix 3:
Results of the NHEP Planning Process. The goals specific to water quality; land
use, development, and habitat protection; shellfish resources; habitat restora-
tion; and outreach and education are also found in Chapters 4 through 8 of
the Plan (see Table of Contents). The Action Plans ranked ‘Highest Priority’
were deemed most critical to achieving the Plan’s goals and objectives, and
will be the main focus of the first four years of implementation.

The key to success of NHEP Management Plan implementation will be coop-
eration with as many agencies, organizations, and individuals as possible to
advance common agendas. (For a list of active partners to date, see the
Appendix 6 listing of the Management Conference participants.*) The imple-
mentation process must honor existing organizations, relationships, projects,
and political realities, while working to reorder them where advisable. Efforts
were made to involve as many eventual Management Plan implementers as
possible in designing the implementation strategy so they will have confi-
dence in the governance and will want to participate in implementing the
Plan. The NHEP Project Teams, staff, and Management Committee discussed
the options, and their comments were incorporated into the initial draft imple-
mentation strategy, which was widely distributed for comment.

Host Agency

The general consensus called for the NHEP to continue to be affiliated with
the New Hampshire Office of State Planning (OSP). NH OSP will oversee
and provide grant administration services, submit the annual grant applica-
tion, provide administrative services, oversee resource and funding alloca-
tions based on the annual workplan, and provide general office support. NH
OSP will have final authority for authorizing funding, and for entering into
and enforcing memoranda of agreement and contracts with other participat-
ing organizations and agencies.

Annual Public Review

The Board, staff, implementation Teams, and members of the public will
annually review the Management Plan goals, priorities, and implementation
to be sure the Plan remains relevant to changing circumstances. A wholesale
re-evaluation of the Plan will not occur until the completion of five years of
implementation, roughly in 2005-2006. Public meetings will be held to review
the Management Plan and/or discuss the State of the Estuaries. Public
progress reports will be published annually. (Also see Chapter 8: Public
Outreach and Involvement.) The timetable established for each Action Plan
can be amended during this process.

* For a list of potential partners, see page 10-15.
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Work Plan Development

The NHEP staff and implementation Teams will prepare annual work plans
describing specific Action Plans to be funded by the NHEP in that particular
year, based on the Plan and the annual review. Actions not being pursued by
other agencies or funded by other sources will be emphasized, as well as
projects to be undertaken by others that lead to the actions and outcomes
included in the Management Plan. Workplans will focus on completion/initia-
tion of highest priority actions first.

Quarterly Review

The Board must approve the annual work plans, and will review progress
quarterly. A tracking system with specific progress benchmarks will be devel-
oped to aid in review. The New Hampshire Office of State Planning will ulti-
mately be responsible for ensuring Action Plans are implemented.

Action Plan Implementation

The Board will use a Request for Proposals and competitive bidding process
to select contractors or grantees to implement Action Plans and maintain mon-
itoring data not carried out by the NHEP staff or other agencies or organiza-
tions through their own work plans and budgets. Board members and their
affiliated organizations may submit proposals through the Request for Propos-
als process to implement Action Plans. However, when those seeking funding
also participate on the proposal review committee, they may not contribute to
discussion or vote on the proposal or its competitors.
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FUNDING THE PLAN

Implementing the entire NHEP Management Plan will require substantial
funding. Obtaining the necessary funding will be a challenge, given the
current realities of public funding at the local, state, and federal levels, but
the Plan was developed with this challenge in mind. Project participants rec-
ognized that much environmental protection, restoration, and outreach work
is already occurring in and around the estuaries. Many Action Plans were
designed to leverage and complement, rather than duplicate, these efforts.

Cost Estimates

Cost estimates are presented for each Action Plan in Chapters 4-8. Due to the
difficulty of accurately predicting costs for many of the actions listed in the
Plan, these are only estimates. For example, accurate estimates for remediat-
ing a stormwater outfall or restoring a salt marsh can only be generated from
detailed examination of the site. Some Action Plans calling for activities in a
number of communities will likely vary in cost from town to town, depending
on the availability of existing information, in-kind services, and other factors.
Cost estimates in the Plan are intended as a general guide of the funding
required. Cost estimates will be refined each year as the NHEP Board selects
Action Plans for implementation.

General Strategy

Federal funds and collaborative application of state agency budgets will
finance the majority of NHEP implementation in the short term. NHEP staff
will leverage local and private funding on an ongoing basis, and will seek
outside grants whenever relevant and necessary for Action Plan implementa-
tion. Long-term goals for finance are a Line Item in the state budget and creat-
ing a ‘Friends of the NHEP’ 501(c)3 non-profit organization. NHEP staff will
participate in an EPA Finance Workshop in Fall 2000 to learn more about
additional funding mechanisms.

Budget Management

The NHEP staff will use competitive bidding to allocate funds for Plan actions
not undertaken and funded by partner organizations. The Board and the
Office of State Planning will review proposals. Since Board members may be
associated with those seeking funds, the Board will develop a mechanism for
assuring fairness in selecting grantees and contractors as soon as possible.

The Office of State Planning will have final authority for authorizing funding,
and for entering into and enforcing memoranda of agreement and contracts
with other implementing organizations and agencies.
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Funding Strategy by Source
Federal Funding

The Environmental Protection Agency (EPA) is expected to provide at least
$300,000 each year from 2000 through 2004. Approximately half of the
EPA funds should be used for staff salaries and benefits, and half will be
used for program implementation through the NHEP and outside grants
and contracts. This may be supplemented by other direct federal appropri-
ations as circumstance and conditions warrant.

The NHEP generated a list of federal grant programs that could potentially
fund NHEP actions. These funding sources will be explored as annual
work plans are developed and Action Plans are selected for implementa-
tion. The NHEP identified estimated costs and potential funding sources
for each Action Item to help with this process. (See Table 10.1)

State Funding

State agencies, such as the Office of State Planning, Department of Environ-
mental Services, Fish and Game Department, and Department of Health and
Human Services, already provide substantial support for the types of actions
outlined in the Plan. Many actions in the Plan were written to complement
and enhance these efforts.

NHEP will encourage its partners to cross-reference the new NHEP Action
Plans with existing agency work plans, and to prioritize activities with
NHEP goals in mind. Some agencies operate grant programs which could
provide support for the Plan.

The State Revolving Loan Fund for water quality can be leveraged
for wastewater treatment facilities and on-site (septic system) proj-
ects.

NH DES 319 Local Initiatives Grants support watershed manage-
ment, BMPs, watershed planning, outreach and education, monitor-
ing and assessment, and organization building (40% match
required).

NH DES 319 Restoration Grants support restoration of impaired
water quality (40% match required).

NH DES Drinking Water Source Protection Grants support source
delineation, assessment/planning, inventory supply, and implemen-
tation of protection programs (no match required).

NH Coastal Program Community Grants support resource protection,

planning restoration/construction, water quality monitoring,
research, education and public access (50% match required).
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NHEP will also encourage its partners to incorporate the Action Plans of
the Management Plan in any new work plans.

The NHEP hopes to build support for a state budget Line Item appropria-
tion to continue state support for Management Plan implementation after
federal funding is exhausted.

Local Funding

Local funding will continue to aid in implementing the Management Plan
over time. Many Action Plans call for activities at the local level. Local support
for these Action Plans is anticipated to combine in-kind services and local
cash match. For example, the City of Dover is matching $12,000 from NHEP
with $106,000 of local money to implement Action WQ-7 in the first year of
implementation. The NHEP will encourage and leverage local support when-
ever possible. Stormwater utilities as a local funding mechanism was intro-
duced at the EPA Finance Workshop in September 2000. Some communities
under NH DES Phase Il requirements have shown interest in pursuing this
funding mechanism further.

Private Funding

During the planning phase the NHEP received cash donations from Seacoast
businesses such as North Atlantic Energy Service Corporation and Public Ser-
vice of New Hampshire. Many other contractors donated in-kind services in
the course of completing individual projects. Some private sector entities have
indicated their intention to continue to contribute to implementation of the
NHEP Management Plan, although funding levels cannot be estimated at this
time because donation amounts are determined annually. The NHEP will con-
sider the following mechanisms to facilitate receiving these funds during the
first annual review.

A possible short-term mechanism for receiving external funds is to create
partnerships with existing non-profit organizations to receive funds for
Management Plan projects.

A more permanent mechanism for receiving external funding should be
developed, such as a ‘Friends of the New Hampshire Estuaries Project’
501-C(3) organization. (A subset of the NHEP governing Board could
serve as the board of the non-profit.)

See Table 10.1.
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PARTNERSHIPS

The key to successful implementation of the NHEP Management Plan will be
working cooperatively with as many agencies, organizations, and individuals
as possible to advance common agendas. Some of the important partners for

the NHEP include:

Federal Agencies

U.S. Army Corps. of Engineers

U.S. Department of Agriculture
(including Natural Resources
Conservation Service)

U.S. Environmental Protection Agency

U.S. Fish and Wildlife Service
(including Great Bay National
Wildlife Refuge)

Food and Drug Administration

Housing and Urban Development

National Marine Fisheries

National Oceanic and Atmospheric
Administration (including Great Bay
National Estuarine Research Reserve)

National Park Service

U.S. Geological Survey

State Agencies

Air National Guard

Attorney General’s Office

Department of Agriculture,
Markets and Food

Department of Environmental Services
(including Wetlands Board)

Department of Health and Human
Services

Department of Resources and Economic
Development (including Division of
Parks & Recreation and Natural Her-
itage Inventory Program)

Department of Transportation

Governor’s Office

Legislature

N.H. Fish and Game Department
(including Great Bay National Estuar-
ine Research Reserve and the Sandy
Point Discovery Center)

N.H. State Port Authority

Office of State Planning (including
N.H. Coastal Program)

State Geologist

Education/Research
Organizations

Complex Systems Research Center
Regional Association for Research
on the Gulf of Maine
UNH/NOAA Cooperative Institute for
Coastal and Estuarine Environmental
Technology
UNH Cooperative Extension/Sea Grant
(including Great Bay Coast Watch)
UNH Jackson Estuarine Laboratory
UNH Department of Natural Resources

Non-governmental and
Regional Organizations

Advocates for the North Mill Pond

American Planning Association

Association of Conservation
Commissions

Audubon Society of New Hampshire

Chambers of Commerce

Clean Water Action

Coastal Conservation Association

Conservation Districts

Ducks Unlimited

Great Bay Resource Protection
Partnership

Great Bay Stewards

Lamprey River Advisory Committee

Marine Trades Association

The Nature Conservancy

New England Association of
Environmental Biologists

New Hampshire Coalition for
Sustaining Agriculture

New Hampshire Commercial Fisher-
men’s Association

New Hampshire Consulting Engineers

New Hampshire Municipal
Association

New Hampshire Planners Association
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New Hampshire Rivers Council

New Hampshire Society of
Professional Engineers

Cocheco River Watershed Association

Lamprey River Watershed Association/
Lamprey River Advisory Committee

Exeter River Watershed Association

Oyster River Watershed Association

Pease Development Authority

Piscataqua River Coordinating Council

Rockingham Land Trust

Rockingham County Conservation
District

Rockingham Planning Commission

Seacoast Anti-Pollution League

Seacoast Metropolitan Planning
Organization (MPO)

Seacoast Science Center

Society for the Protection of New
Hampshire Forests

Strafford County Conservation District

Strafford Regional Planning
Commission

Strafford Rivers Conservancy

The Nature Conservancy

Trout Unlimited - Great Bay Chapter

Professions

Agriculture

Aguaculture

Architects

Boat Tour Companies
Developers

Engineers

Ferry Services

Foresters

Golf Clubs

Marinas

Well drillers

Septic designers

Septic haulers

Soil scientists

Wastewater treatment plant operators
Water companies

Wetlands scientists/specialists
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Communities

Code-enforcement officers group
Conservation commissions

Elected officials

Health Officers

Highway/Public Works departments
Planning boards

Wastewater treatment plant operators

Foundations

New Hampshire Charitable Foundation
Piscataqua Foundation
Switzer

Businesses

Aguaculture Resources Development

Banks

Chambers of Commerce

Irving Oil

Fisher Scientific

Foss Manufacturing

General Electric

Great Bay Aquafarms

Green Pages

Hannaford Brothers

Liberty Mutual

MBNA

Other Pease International
Tradeport businesses

Public Service of New Hampshire

Red Hook Brewery

Restaurants

Seabrook Station

Shaws

Sprague Energy

Timberland

Tyco

Walmart

Waste Management, Inc.

Wentworth-by-the-Sea

Xylan

Public

Recreational users of the estuaries
Shoreland property owners
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